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Nl I have your memorandumpof December ¥5, togetber with the memo-
———————ran@ugfrom 0, kr. nilds, of December 20, in which you both commest

Q/ cn the asubject report.

I would aavise that the whole problem of concurrence in CIA
intelligence estimates has been and atill is under review. As the:
arrangement now opsrates, it s unsatisfactory for the Intalligence
arsa of the Department and is undoubtedly a major cause of the
c¢ifficulties which you have experienced in connection with CIA re--
ports. The particular report to which you referred fails into the
cxtag;.vry of current intelligence (as opposed to coordinated intelli-
gence) and is not auomitted to the Department prior to issuance.
This we are irying to correct. Our Intelligence aniiysts tock serion
esxception to this report, even as did you. e are notifying CIA of
our disagreemsnt with the report, including your commentas.

The related problem of concurrence in CIi reports which are sube
nitted to the Jepartmzent prior to issuance is alasoc under review, md
we hope to be able to improve the system so that any imtelligence
eatimate which is given top governmental circulation will refleet the
views of the Department where appropriate.

I need hardly say that we agree entirely that no intelligence
estimate, whether it be CIA or State, should nomally imply an evalu-
ation of current policy, but if it does, it should have the positive
concurrence of the appropriate office in the Department., It is furth
more ocur firm intention that, whether in the production of our own in

—e—e—-""telligence reports or in connection with concurrences in 0IA coordina
inteliigence reports, the rescurces of the geographic offices should |

thoroughly utilized, )
For yoy
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For your information we are attaching a draft of a working
paper preparsd in our Divisions which goes into the intricacies
of the concurrence problem.

%. Park Armatrong, Jdr.
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" THE PalRisN O CONCUmMuXUMs IN CIA PaPRay

Taere has been increasing evidence of Departmental concern with respect
to prineiples and practices under which CIA'rsport.a and estimates are pre-
pared and issued, especially those which bear a statement of concurrence or
T dissent by R. This mezorandum, therefore, wiil undertake to discuss present
procedures and to indiczte sowe of the problems assoclated with the thecry
and practice 01: producing so-cailed "National," or Joint inter-sgency, intelli-
gerce..
I. Easic Directives

T‘he Diroctives of the Katlonal Security Council impose upon CIA

the res.onsitility to proiuce "netional intelligence” (NSCID 1), which ia
dailned as integrated depurtmental intelligence that covers the broad aspacts
of natlenal policy, is of cencern t.o more than cne department, and transcends
the sxclusive competence of any one department (I'SCIU 3). Under the seme
directive, the State Departzent, through its organization for Research and
Intelligence, is prijaciiy responsible for the production of inteliigence in
“he politicel, sociolozfizual and cwitural fields, and in certain agpects of
the ocanomic rield. Nutional Intellipgence (with certain excepticns below notoc)
must carry a notaf:ion of participation by the intelligence agencies of State,
Ay, Navy and Alr, either in the form of a "concurrence,” or a statement of
Adissent,® with reasons therefor (DCI 3/2). ’

II. Production Procedures .

The inter-de,~rtrental asreesents -hieh re;uliute the preduecticn of
K.tional Intesligence, arrived at after long and arducus discussiona, are

- designed to insure maximum participation by the departments and consequently .’
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a minimum duplication of effort on the part of CIA. Thus, tuchanicariy:
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CTA shoulu undertare national int«llizence projscis amiy when
they concern the intelligence responsibilities of more than

cne department.

or roquest:ed inteilipence project which lies whoily within that
departoent's functional field of responsibility.

CIA should utilize or reguest finished departuental intelligzance
raports in preparing naticnal intelligence, which thus should be
a m;sion of contributicns fran the specialized zzencies.

CIA should initiate a project only after joint censulcation and
planning (inciuding agreement as to nricrities).

CIA should submit firdched drafts for the concurresca or dissent

of esch of the feur depzrisentel intellipencs o sisc, : --

. III. Concurrence Procedurss

The procedures reguired to put into effect point {5) abowe are of

pricziry interest to the Department, and merlt treatment in further detail:

i

Agenclies may act upon CIA drafte in only three ways: (a) con-
currence, (b) dissent, or (c)} specification that the sublect iies
wholly cutside the agencr's itield of res.onaibi.iiy. Oisseat
implies the right of the agency to include in the final paper a
formulation of its objceticns.

Every effort is pade to achieve agreement, so mg to avoid split
papers. CIs welcomes incidental corment aven whan the agency con-
eurs. If an agency dissenis, CIi always meets with itz represenia-
tives to discuss differences a.nd' to resolve, or at least minimize

tham b; negotiating adjustmsnt of the draft text,

ASSIFED

(3) Dissert/
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(2) Dissent is persisted in cray 3L bthe point at issue 3: censizarsd
s substantial by the agency, or to be misieading to a degree that

46 dangercus. To prevent infinite hagpling over detajls, the word
"substantial® is hichly ez hasized; forn of presentallicrn, werding,

and non-essential inaccuracies are not; the res,.onsibility of con-

<)

curring agencies nor a basis for dissent.

CA

{4) R endeavors to re.recent a departmental positien in bread terzs by

.
'?:{ consutting policy officers whenever an analyst detects in a CTA
‘ draft polnts which he knows to be, or thinks canceivably might be,
of malor concern to them.
Iv. Problems with CIa
kani.fe;tly, the orgunizatien required to bring to bear upon Natioral
Inteiligence the best exporience cf 2il reievant exgerts must be éiaocorite. on
theery, Lhe princizies and groce.urcs insdicoted chove should cuffice. Xn practi~s
hoverer, a number of prooiems rezain enly ;ortizluy solved anl soge sneslidge @
may enable the De.artment to contribute towards a sclution, or at least to understar
the cifficuities of the present situation,
. (l) Ir :I.ntcrpretdtion of the National Security Act and KSC Directives , the
Director of CIA produceo so-called "current inbe;ligencefr?ﬁsg 4
which, for the stated reasons of urgency and ti teineas, are prepared
and diatribut.ed}d.thout prior departmental clearcnce. Such reports
includ.o the Daily and V.eekly CIA Summaries, the monthiy "Review of
the World Situation” {requested by NSC)}, and occasicnal “Special
X Evaluations” snd "Intellipence Xemoranda.™ Although R is willing
to cut red t.apé as far as possible teo peralt speedy productien,
it is likely that a satisfuctorily julck concurrence process
e _for / o
_l *mt intelligence™ is dorined as "that. spot. inroma.tion or mtelligmce oi' al.l
S types andi forms of lomedishe interest and value to operating or policy stafls, which
TH 18 used by them, Gsually uithout. the delays incident to complebe evalmtlnn ar in-

ﬁerprc‘bation'(ﬂscm 3). " s ¢
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i naiterlol e 4his type wiilbe dirTiculi. [ poassibie. oo

sizisarly unsatisfuctory solution wiil be to try to wrrange ior

most-fasto circui fticn of dissentiny statements to the sane

lixt of recipients if any paper 2rouses serious disagreen:at.
: V (2) fae Director of CIA, acting for the N5C, controls the disurituticr.
R ) of CIi reports. Distribution varles, bub most reports, coordinatet
or othernwise, reach very high executive levels as well as many
areas of sovernnent. Clearly an agd justment of dissendnation e
rzsolves problens associated with "sensitive™ material, bub to
aTrange for jeint cerorols with en inde.enient azencr iz, o wooare
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particiratlion in the ,_onnin- and ;roduciion of papers oflers

aillisient essw-onesr cf corrsiaiin- O24 pazzers Lith dessi~ .
positions.

(3) Instead of preparing nuticpal intciligence from finished intc_ i-

gznce papers contributed by de_ﬁ.art.mem.al'agencies y CIA/QHE uczlly

. davelops its reports froz departmental mw materiplgw—cables, des-

patch.s and the like--anc has budit uz & large staff for =iz
parpose.  Criginelly Jeveloped to wset Cla's responsitiiisy 7ox
purveying and evaluating departuental Intelligence pmduction;
later incresscd to handie marginal srojects which departmests’
staffs were unable to undertake, this growing staff has inevitably
isselfl advanced into the field of o=iginal production. Tt rmat be
Trunidy steted that the consejquent overlap and duplication ers far
rere axtensive in thoe fielas of responsibliity of the Degertmznt

ol State than in those of the zilitary. The central Problem
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ravolves arcund this OAT stalf, thist zreduces orizincl papars
fron much tie sawe rew materials that R uses. Essential sspects
ol this problem are:
2. Finished drafts often arrive in R with urgent deadlines
for action, which may inter{ere with going commiimentsz

for work undertaken by R for the Department. Until some
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arranzzoent is made for agreement u.on joint prierities in
the initiation of such drafts, this prsbl_am of scheduling

‘ work in con-cun'ances within the Departaents will conSinue
to te botherzeze.

.o 2milir esEoote & free OO0 o flndaiil Lommrowand olten nroe -

wiourly unssen by Departmental analyrsts.  In conrfeguence,
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the generai quality, basic assumptions, or *slant® of the
pasers — in other words, to re-write rather than to correct
occasional factual detalls. The only successful solution
will be for CIA to coxbine 1ts papers out of draft contribu-
siony from the departments, vith zgprepricie consustaticns
pelicen departments at the outseit, Lo ‘nsure agreement upeon
baslic assumptions and a{:pz‘oach.

€. ‘No adequate provision exists for consultation as to the need
and desirability in terms of technical or policy considerations
for & paper to be lassued al ali. The device of insistin: upon
a devactating dissent is diificuit to use under conditions of

inter-apency camnity.

- ' V. Problems
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V. Problems within the Departzent
E=babiisndng of & dspartwental position in soncuriences or cissenbs
raises saue interesting cuestions:

(-} 1 faccs the choice between overly_ burdening p.o.'t.icy officers with
euacir paper or risling ignorance of periinent fact and policy. It
is now a firm principle that R will con=ult policy officers when-
svar there is any suapicion that they wiil be concel;'ned, and R's
record in adjusting its omm papers to the requirements of the
Department promises that this provision will suffice to coordinate
Jegartmental views successfully.

{2) Tre concast of what mey be "dang:oeusly? mislesding cannst, of
course, bz reroved wholly from the reainm of subjective Judgnient.
Ri's anzlyrets themselives often worr~ ov=r the agpearanse of blarlizet
SJErMSVu~ conveyed by & comourci.:.. L. zon enly secx ths cocperstlion
of the Department in endeavoring to distinguish between the essential
and the unessential in criticizins CIA papers.

{3} Intelligence resea.ch, to be useful, must focus upon golicy preblecs.
The danger is ‘t:hat it may intrude uwpon the formulation of policy.
B rakes every effort to correci any sesning tendency in its owr or
CIAls papers o verge upon argunent which recocmenda action. Clearly
an exposition of facts, 1f ‘thus c.ntrolled, of good quallty, and
limited in distribution as required by degrees of "sensitiveness,”
can iy be helpful to policy officers. Misunderstandings may arise,
hovaver, as, for exartile, when a minor position must be sacrificed
because of broader considerations; presentation of the facts on thia
minor =ituation may look incowmpatibls with the bread policy actually
adopted. Clearly, too, many policies involve some letting of chips
fal} where they may; it is nonetheleas desirable to have pound

4 Anteiligence /
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jnteliizence on those chips. An understanding of the impersenal,
npn—a.r;w:'en:ati?e Ffunesion of intelligence ray help tc overcome
this com.lcatizon. o the other hmnd, cocperition of zelicr - —-
officers in maxing clear to R analysts theiz; policy probiems

will gllow it the better to insure that the analysis of a segment of

anj topic makes reference to the broader setiing.

o the value of national inteliigence which combines military and civilian
prints of view there shoul. bte no guestion, The organizaiion for producing this
incellizence is new ard sunfirs o the usuzl goroving painc. 20 Es bopsd Lash
this menorandum will give policr cfficers of the Department i-sight into the
rroziems dm tnds f4 Lo sl .. o ThRmm. The e finers o o mvl L300 E1T be
Zlad to viscuss detudls .uoh 4oy zuzders of the Departzent whe have fusther 7

guesiions.
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